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28 July 1955 


HEXORANDIM FOR? Career Council 

SUBJECT? Revision of Fitness Report Form No„ h5$ 1 October 195h 


lo Simultaneous with the adoption of the Fitness Report^ the Agency 
Career Couneil directed that studies be initiated toward its improvement* 
The Director of Personnel requested the Assessment and Evaluation Staff p 
Office of Training s to undertake these studies 0 Results to date ar® in= 
coroorated in an attached proposed revision of the form (TAB A) and in 
recommendations concerning oolicies and orocedures surrounding its use* 

2o The proposals and recommendations are based on the following 
steps in which the Office of Personnel and Office of Training have 
cooperated closely? 

So Analyses of the supervisors 9 replies to a questionnaire on 
the current Fitness Reporto 

be. Statistical studies of how supervisors are using the forra c 

Co Interviews with 16 supervisor s^caree^nanagement and per=> 
sonnel officials conducted OPo 

do Development of a revision as the best means of clarifying 
issues and providing the basis for discussion 0 

6 0 Submission of this revision to 60 supervisors and personnel 
officials in a series of 11 meetings « Each group spent a 
minimm of two hours in analyzing and diseasing the report 
and possible policies o 

fo Further revision in close cooperation with 0P o 

go Presentation to a Career Council task force of the basis 
for the revision and accompanying recommendations* 

h 0 Submission in near future of the new revision of the form 
to the 60 supervisors^, along with a brief questionnaire 
to determine whether the sense of their criticisms and 
recommendations had been carried out* 
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3o MF asajor conclusions at this point areg 


a 0 IP every criticism were ace®pted p there would be no part 
' left of either the present form or the proposed revisiong 
if ©very suggestion for addition were accepted*, the form 
would approximate book sis®, 

b 0 With all its defects 9 the present report has not aroused 
overwhelming, opposition among supervisors 0 Hene© p preeip&~ 
tious change is not necessary. 


l|o 


®° or not to show” the report to the subordinate®® 

that is the most controversial issue concerning fitness 
reportingo 

do The proposed revision is on the right tracks having been 
preferred over the present form by all who have seen it e 


fo 


The present report requires to© much information about 
individuals (1) in certain^typ® joba 8 and (2) when the 
supervisor has known the individual for a very short period. 


Changes in fitness report forms and procedures should b© 
tr 5 ^pi^S r T d inVOlV ® eonfcaefc with and estimation 


Major conclusions concerning the ”show®not show® issue areg 

' f S nat ”° lSdn6 *“ a^ortianee with the 

eriSiaal Intent, that supervisors make the deeision en uh®t 

l!ta!SJ3£* P0118188 h *’» *— 


b 0 There is a disable minority,, if not a malorifcv H h« 

P^eent polity beeai5e lt £ not eon JiSfaoJoS thT ® 


" iSSSSSB wt- 

d ° WlU st?on gly ^sist showing a form which is not 

designed for that purpose Q 18 n& * 

LSSo£ 18 * «*• 

muM be ta'" 8 ®*' provided there enistea a report tha 


«* 2 «=> 
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So A small minority will oppose any privileged communication of 
m.y typso 

go Th® greatest approval would be obtained for a fora designed 
to show,, with the policy to show unless the supervisor felt 
it unwise o In such an instance, he would explain on the 
for® wliy he did not show the report© 

ho A majority would approve two especially designed reports, on© 
to promote effective dealing of supervisor with subordinate, 
the other a privileged communication to management© 

io The present form does not .lend itself to a clear-cut show^not 
show policy since opinion on showing it is close to being 
equally alvidedlc 

So It is recommended that 


a Q The proposed, form, with whatever minor changes that are made 
as a result of Paragraph 2h, be adopted© 

b 0 The form be divided into two physically separate parts, the 
one to be concerned with job performance and the other with 
potentials 

©o Part I and Part II both be used for the annual report,, 
do Part I only be used for 

(1) Special reports (changes in assignment, changes in 
supervisor) 

(2) Individuals on jobs not requiring the type of information 
obtained in Part II. 


Mil ^" C ?v i;r K St f d i. a i ? sfesp toward a form and praoedure wm 
* be to the supervisor in dealing with hi, 

md f 6 P ° licj of sh °wing be optional with the 
^ndxvidual supervisor, with action taken explained on the 


Part II be treated as a privileged communication from the 
supervisor to management above him and the policy be that it 
not be shown to the subordinate© 
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go The report be given a trial run in one small office (where 
not more than 2$ people are available to b® rated) in each 
major ©omponent of the Ag©n@y<> 

h 0 The adoption of the report Agen©y=>wid® be preceded or 

accompanied by a training program involving selected supers 
visors g career management and personnel officials p They 
should be selected to provide in each office or division a 
small group s available for at least a year after introduction 
of the report t to answer questions that will arise among 
supervisors generally,, 

i 0 The Career Council 

a® Adopt in principle the philosophy concerning fitness 
reporting expressed in the attaehod paper (TAB B) 0 

b 0 Direct the Office of Personnel and the Assessment and 
Evaluation Staff s 0TR a to continue their studies to 
adapt fitness reporting forms and procedures to the 
ends servedo 

Co Direct the Office of Personnel and the Assessment and 
Evaluation Staff 9 0TE P to exert special and immediate 
effort to develop separate procedures for the purposes 
©f (1) helping the supervisor deal more effectively with 
his subordinates s ana "(£>■' priding tamz&emnt with th© 
feind of information it needs to improve its action in 
personnel matters c 


W --' 1 " 25X1A 

AssesSmi^ScHsmMSS^Staff 

Office of Training 

Enclosures 

TAB A - Proposed Revision 
TAB B <■» ‘'Developing A Fitness 
Reporting System 53 
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FITNESS REPORT (Part I) PERFORMANCE 


_ INSTRUCTIONS ^ 

FOR THE ADMINISTRATIVE OFFICER: Consult current instructions for completing this report. 

this ^ev a lua^on S t o ' V P!! S re P ort . is designed to help you express your evaluation of your subordinate and to transmit 
? Y supervisor and to appropriate career management and personnel officials. Completion of the 

that voC info™ the P « r h f ! r a discussion with your subordinate of his strengths and weaknesses. It is mandatory 

porj b , » h % S 3 a ?u S WUh y0U \ 11 iS optional whether you inform him by showing the re- 

port or by other means. It is recommended that you read the entire form before completing any question. If this 

than 30 davs 6 aftel ^ T ™ ^he employee, it MUST be completed and forwarded to the Office of Personnel no later 

than 30 days after the due date indicated m item 8 of Section A below. 


SECTION A. 


(Last ) 


(First) 


GENERAL 

(Middle) l~2 . [ 


DATE OF BIRTH 


4. SERV ICE DES I GNAT I ON 


5. office/division/branch OF ASSIGNMENT 


6. OFFICIAL POSITION TITLE 


I 7. GRADE TIT DATE REPORT DUE IN OP 


9. PERIOD COVERED BY THIS REPORT (Inclusive dates) 


' ° ■ f T cIe c roneJ 0RT ^ ' " ' ' ' # U O » e a s s , gnm EN t- su r e r v . so r Q special (Specify) 

I I annual I I REASSI SNMEMT'EMPLOYEE 

SE CTION B. CERTIFICATION " 

' ' j j§ T7 THE RATER : THIS REPORT □□ HAS HAS NOT BEEN SHOWN TO THE INDIVIDUAL RATED. IF NOT SHOWN. EXPLAIN WHY 


A. CHECK (X) APPROPRIATE STATEM ENTS; 

THIS REPORT REFLECTS MY OWN OPINIONS OF THIS INDI 


v”duAl"°" T REFL6CTS “ Y ° WN 0F THIS 'F IND.VIOUAL IS RATED " I " I N Cl OR D , A WARNING LET- 

] TER WAS SENT T0 H,M &A COPY ATTACHED TO THIS REPORT. 

AND^PREV^OUS^SUPERVI^SORS. COMO! NED OPINIONS OP MVSELP | »»».T CERTIPV THAT THE RATED INDIVIDUAL KNOWS HO. 

________ evaluate his job performance because (Specify): 

I HAVE DISCUSSED WITH THIS EMPLOYEE HIS STRENGTHS 
AND WEAKNESSES SO THAT HE KNOWS WHERE HE STANDS. 


8. THIS DATE 


~ TYPED OR PRINTED NAME AND SIGNATURE OF SUPERVI SOR | D. SUPERVISOR’S OFFICIAL TITLE 


REVIEWING OPPICIAL: RECORD ANY SUBSTANTIAL DIFFERENCE OF OPINION WITH THE SUPERVISOR OR ANY OTHER IN- 

FORMATION. WHICH WILL LEAD TO A BETTER UNDERSTANDING OF THIS REPORT. SUPERVISOR. OR ANY OTHER IN- 


— | [ CONTINUED ON ATTACHED SHEET 

^certify tha t any substantial difference of opinion with the supervisor is reflected in the ab ove section. 

A. THIS DATE B. Y YPED^OR PRINTED NAME AND SIGNATURE OF REVIEWING |c. OFFICIAL T I TLE OF REV I EW I N G OFFICIAL 


_S ECTI ON C. jO B PERFORMA NCE EVALUATION ~ “ ~ 

I. RATING ON GENERAL PERFORMANCE OF DUTI ES ~ ~ “ ~ — 

1 * DOES NOT PERFORM DUTIES ADEQUATELY: HE IS INCOMPETENT. 

2 ' CA R R Ry Y OU A ? E RESPONs"B"L E ^?E R S ANCEi ALTH ° UGH " * "** SPEC ' F ' C GU ' ° ANCE ° R LINING. HE OFTEN FAILS TO 

I I ! ' p EPF ° PMS M ° ST ° F H ' S DUTIES ACCEPTABLY: OCCASIONALLY REVEALS SOME AREA OF WEAKNESS. 

INSERT * PE RP0RMS DUTIES IN A COMPETENT. EFFECTIVE MANNER. 

RATING c PERF0RMANCEs CARRIES OUT MANY OF HIS RESPONSIBILITIES EXCEPTIONALLY WELL 

NUMBER ‘ T he SUpLv|'Ior UT,ES "" ^ ^ ° UTSTANDING MANNER ™ A T HE IS EQUALLED BY FEW OTHER PERSONS KNOWN TO 

COMMENTS: 


>15 (Par't'l) 




SECRET 


Performance 




SECRET 

(When Filled In) 


2 . ratings oAppTOwqgeqrF rereads : uiA-KUK/g-ujo/^Auuu/uuu4uuus-4 

DIRECTIONS: , t f . 

a. State in the spaces below up to six of the more important SPECIFIC duties performed during this rating period. 

Place the most important first. Do not include minor or unimportant duties. 

b. Rate performance on each specific duty considering ONLY effectiveness in performance of this specific duty. 

c. For supervisors, ability to supervise will always be rated as a spec i f ic duty ( do not rate as supervisors those 

who supervise a secretary only). . . . . 

d. Compare in your mind, when possible, the individual being rated with others performing the same duty at a 

similar level of responsibility. 

e. Two individuals with the same job title may be performing different duties. If so, rate them on different 
duties. 

f. Be specific. Examples of the kind of duties that might be rated are: 

* . _ _ .... „ _ _ T»l».r>r> TV/"l s* A nnmP 


ORAL BRIEFING HAS AND USES AREA KNOWLEDGE CONDUCTS INTERROGATIONS 

GIVING LECTURES DEVELOPS NEW PROGRAMS PREPARES SUMMARI ES 

CONDUCTING SEMINARS ANALYZES INDUSTRIAL REPORTS TRANSLATES GERMAN 

WRITING TECHNICAL REPORTS MANAGES FILES DEBRIEFING SOURCES 

CONDUCTING EXTERNAL LIAISON OPERATES RADIO KEEPS BOOKS 

TYPING COORDINATES WITH OTHER OFFICES DRIVES TRUCK 

TAKING DICTATION WRITES REGULATIONS MAINTAINS AIR CONDITIONING 

SUPERVISING PREPARES CORRESPONDENCE EVALUATES SIGNIFICANCE OF DATA 

g. For some jobs, duties may be broken down even further if supervisor considers it advisable, e.g. , combined key 
and phone operation, in the case of a radio operator.. 


CONDUCTS INTERROGATIONS 
PREPARES SUMMARIES 
TRi4NSLi4T.ES GERMAN 
DEBRIEFING SOURCES 
KEEPS BOOKS 
DRIVES TRUCK 

MAINTAINS AIR CONDITIONING 
EVALUATES SIGNIFICANCE OF DATA 


D E SCR I PTI VE 
RATING 
NUMBER 


1 - INCOMPETENT IN THE PERFORMANCE OF THIS DUTY 

2 • BARELY ADEQUATE IN THE PERFORMANCE OF THIS 

DUTY 

3 ■ PERFORMS THIS DUTY ACCEPTABLY 

4 - PERFORMS THIS DUTY IN A COMPETENT MANNER 

5 - PERFORMS THIS DUTY IN SUCH A FINE MANNER 

THAT HE IS A DISTINCT ASSET ON HIS JOB 


PERFORMS THIS DUTY IN AN OUTSTANDING MANNER 
FOUND IN VERY FEW INDIVIDUALS HOLDING SIMI- 
LAR JOBS 

EXCELS ANYONE I KNOW IN THE PERFORMANCE OF! 
THIS DUTY 


SPECIFIC DUTY NO. 1 


RATING SPECIFIC DUTY NO. 4 
NUMBER 


SPECIFIC DU TY NO . 2 


RATING SPECIFIC DUTY no. 5 
NUMBER 


RAT IN G 
NUMBER 


SPECIFIC DUTY NO. 3 


RATING SPECIFIC DUTY NO. 6 
NUMBER 


RATING 

NUMBER 


S3. NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE 


I DIRECTIONS: Stress strengths and weaknesses, particularly those which affect development on present job. 


SECTION D. 


DIRECTIONS: 
pertinent p 
pare him wi 


Take 
eraonal 
th othe 
1 - DEF 


RATING 

NUMBER 


IS THIS I N D 
EXPLAIN FUL 


I V I DUAL 
LY: 


$U I TA B I U TY FOR CURRENT J08 IN ORGANIZATION 


into account here everything you know about the individual ... .productivi ty , conduct in the 
characteristics or habits, special defects or talents .... b nd how he fits in with your team, 
rs doing similar work of about the same level. 

INITELY UNSUITABLE - HE SHOULD BE SEPARATED 

DOUBTFUL SUITABILITY. . .WOULD NOT HAVE ACCEPTED HIM IF I HAD KNOWN WHAT I KNOW NOW 

ARELY ACCEPTABLE EMPLOYEE ... BELOW AVERAGE BUT WITH NO WEAKNESSES SUFFICIENTLY OUTSTANDING TO 

T HIS SEPARATION 

THE SAME SUITABILITY AS MOST PEOPLE l KNOW IN THE ORGANIZATION 
INE EMPLOYEE - HAS SOME OUTSTANDING STRENGTHS 

UNUSUALLY STRONG PERSON IN TERMS OF THE REQUIREMENTS OF THE ORGANIZATION 
ELLED BY ONLY A FEW IN SUITABILITY FOR WORK IN THE ORGANIZATION 

BETTER SUITED FOR WORK IN SOME OTHER POSITION IN THE ORGANIZATION? I I YES | 1 NO. IF 
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DRAFT 


FITNESS REPORT (Part II) POTENTIAL 


-l. , I HSTRUCT I ONS 

FOR THE ADMINISTRATIVE OFFICER: Consult current instructions for completing this report. ~ 7 

men t "^ancf ei- nnp 1 Iff? T e P° rt is a Privileged communication to your supervisor, and to appropriate career manage- 
rated emolovee It ?f f ‘ clals c ° n ^ e f'" 1 " g the potential of the employee being rated. It is NOT to be shown to the 
?o he cZl?e??^ ls ^ eco ^ ended / hfl t you read the entire report before completing any question. This report is 

hold and co^lete n iftef ?h ^nV"' 1 ’ 1 ?! 5 ' 66 ^ b ! en w der y ° Ur su P ervision FOR AT LEAST 90 DAYS. If less than90days, 
completed 3*^ ^ j ^ ha ? elapse<3, 11 this is the INITIAL REPORT on the employee, however, it MUST be 
completed and forwarded to the OP no later than 30 days after the due date indicated in item 8 of SectioA E below. 


[SECTION E. 


(Last ) 


(First ) 


GENERAL 


(Mi ddl e ) 


DATE OF BIRTH 


3- SEX |4. SERVICE DESIGNATION 


5. office/division/branch OF ASSIGNMENT 


6- OFFICIAL POSITION TITLE 


[ 7. GRADE I 8- DATE REPORT DUE IN OP 


— 1 - 

9. PERIOD COVERED BY THIS REPORT (Inclusive dates) 


to. TYPE OF REPORT I I initial [... I Reass l gnm en T- sup e rvi so r | ] special (Specify) 

(Check one) \ 1 I . ' y 

I | ANNUAL | ) REASS I GNMENT- EMPLOYEE 

SECTION F. CERTIFICATION 

1. FOR THE RATER : I CERTIFY THAT T HIS REPORT REPRESENTS MY BEST JUDGEMENT OF THE INDIVIDUAL BEING RATED 

A. THIS DATE B. TYPED OR PRINTED NAME AND SIGNATURE OF SUPERV I SOR Ic ■ SUPERVISOR'S OFFICIAL TITLE 


to. TYPE OF REPORT 
(Check one) 


|a. THIS DATE 


2 * FOR THE REVIEWING OFFICIAL: 


I HAVE REVIEWED THIS REPORT AND NOTED ANY DIFFERENCE OF OPINION IN ATTACHED MEMO. 


A. THIS DATE B ’ PRINTED NAME AND SIGNATURE OF REVIEWING |C. OFFICIAL T I TLE OF R E V I EW I N G OFFICIAL 

OF F I Cl AL 

.SECTION G. ESTIMATE OF POTENTIAL " ~ 

1. POTENTIAL TO ASSUME GREATER RE SP ONS I B I L I T I E S 

resI^Isibili^e? ide Th?ot 0ther ? ° f his , g rade and type of assignment, rate the employee's potential to assume greater 
work? b 1 * ^ k rmS ° f th£ klnd ° f res P onsibilit y encountered at the various levels in his kind of 

1 • ALREADY ABOVE TH.E LEVEL AT WHICH SATISFACTORY PERFORMANCE CAN BE EXPECTED 

2 - HAS REACHED THE HIGHEST LEVEL AT WHICH SATISFACTORY PERFORMANCE CAN BE EXPECTED 

l ‘ ^*^ G ^ R ° GRESS ‘ BUT NEEDS M ° RE T,ME BEF0RE HE CAN BE DRAINED TO ASSUME GREATER RESPONSIBILITIES 
4 - READY FOR TRAINING IN ASSUMING GREATER RESPONSIBILITIES 

5 * W,LL PR0 BABLY ADJUST QUICKLY TO MORE RESPONSIBLE DUTIES WITHOUT FURTHER TRAINING 

RATING 6 ’ alrea DY ASSUMING MORE RESPONSIBILITIES THAN EXPECTED AT HIS PRESENT LEVEL 

NUMBER 7 ' LEVEL C RESPONS mUT^ ES^ ^ ^ ^ ™ E ^ WH ° SH ° ULD BE C0NS[DERED R 0R EARLY ASSUMPTION OF HIGHER 

2. SUPERVISORY POTENTIAL * ~ “ " — 

*nc^ I( ^ S: ^ s ^f r this Question: Has this person the ability to be a supervisor? H~] yes I 1 no. If your 

SUITA^e ’ 7 yOUr OPini ° n r g y eSS ° f the level of su Pervi sory ability thiTpe^onV 1 1 reach AFTER 
SUITABLE TRAINING. Indicate your opinion by placing the number of the descriptive rating below which comes closest 

ratine'in^he «ac?u??» ? th ° *”>">?"*** ?oIu«n. If your rating is based’on observing him note you 

rating in the "actual" column. If based on opinion of his potential, note the rating in ihe "potential" column? 

DESCRIPTIVE ° * HAVE N0 OPINION ON HIS SUPERVISORY POTENTIAL IN THIS SITUATION 

RATING 1 " BELIEVE INDIVIDUAL WOULD BE A WEAK SUPERVISOR IN THIS KIND OF SITUATION 

NUMBER I * BELIEVE INDIVIDUAL WOULD BE AN AVERAGE SUPERVISOR IN THIS KIND OF SITUATION 

BELIEVE INDIVIDUAL WOULD BE A STRONG SUPERVISOR IN THIS SITUATION 


RAT I NG 
NUMBER 


POTENT I AL 


D ESCR I P T I VE S I TU AT I ON 

group DOING THE basic job (truck drivers, stenographers, technicians or p ro fes sion ll spe- 
cialists of various kinds) where contact with immediate subordinates is frequent ( First line 
supervi sor ) ' 4,1 

a GROUP OF SUPERVISORS who direct the basic job (Second line supervisors) 

* h ? p may r. may , •• " Esf o» s ,»L £ fo, plans. 

and policy ( Ex ecu 1 1 v e level) 

WHEN CONTACT WITH IMMEDIATE SUBORDINATES IS NOT FREQUENT 

WHEN IMMEDIATE SUBORDINATES' ACTIVITIES ARE DIVERSE AND NEED CAREFUL COORDINATION 


WHEN IMMEDIATE SUBORDINATES INCLUDE 


MEMBERS OF THE OPPOSITE SEX 


other ( Sp eci fy) 


?TuoV 5 **5 (Part II) 
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SECRET Potential 



SECRET 

_ (When Filled In) 
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SECTION H, FUTURE PLANS 

1* TRAINING or other developmental experience planned for the individual 


2. NOTE OTHER FACTORS. INCLUDING PERSONAL CIRCUMSTANCES. TO BE TAKEN INTO ACCOUNT in INDIVIDUAL’S future assignments 


SECTION 


DESCRIPTION OF INDIVIDUAL 


DIRECTIONS: This section is provided as an aid to describing the individual as you see him on the job. Interpret 

the words literally. On the page below are a series of statements that apply in some degree to most people. To 

the left of each statement is a box under the heading "category." Read each statement and insert in the box the 

category number which best tells how much the statement applies to the person covered by t his report. 

X - HAVE NOT OBSERVED TH.I Si HENCE CAN GIVE NO OPINION AS TO HOW THE DESCRIPTION APPLIES TO THE 
1NDI VI DUAL 

1 * APPLIES TO THE INDIVIDUAL TO THE LEAST POSSIBLE DEGREE 
CATEGORY NUMBER 2 • APPLIES TO INDIVIDUAL TO A LIMITED DEGREE 

3 * APPLIES TO INDIVIDUAL TO AN AVERAGE DEGREE 

4 - APPLIES TO INDIVIDUAL TO AN ABOVE AVERAGE DEGREE 

5 - APPLIES TO INDIVIDUAL TO AN OUTSTANDING DEGREE 


STATEMENT 

1. ABLE TO SEE ANOTHER’S 


POINT OF VIEW 


2. CAN MAKE DECISIONS ON HIS 
OWN WHEN NEED ARISES 


STATEMENT 

M. HAS HIGH STANDARDS OF 
A C COM P L I SHM ENT 


12. SHOWS ORIGINALITY 


STATEMENT 

21- IS EFFECTI VE IN D I SCUS- 
SIONS WITH ASSOCIATES 

22- IMPLEMENTS DECISIONS RE. 
GAROLESS OF OWN FEELINGS 


3. HAS INITIATIVE 


13. ACCEPTS R E SP 0 N S I B I L I • 


23. IS THOUGHTFUL OF OTHERS 


IS ANALYTIC IN HIS THINK- 


14. A DM ITS HIS ERRORS 


24. WORKS WELL UNDER PRESSURE 


5- STRIVES CONSTANTLY FOR 
NEW KNOWLEDGE AND IDEAS 


15. RESPONDS WELL TO SUPER- 


25. DISPLAYS JUDGEMENT 


6* KNOWS WHEN TO SEEK 
ASSI STANCE 


16. DOES HIS JOB WITHOUT 
STRONG SUPPORT 


26. IS SECURITY CONSCIOUS 


7. CAN GET ALONG WITH PEOPLE 


17- comes up with solution: 

TO PROBLEMS 


27- IS VERSATILE 


8- HAS MEMORY FOR FACTS 


18. IS observant 


28. HIS CRITICISM IS CON- 


9. GETS THINGS DONE 


IDT CAN COPE WITH EM E R GEN C I E si 


19. TH I NK S CLEARLY 

2o"! COMPLETES ASSIGNMENTS 
W 1 TH I N ALLO WA BL E TIME 
LIMITS 


■ 


29. FACILITATES SMOOTH OPERA- 
TION OF HIS OFFICE 

30. DOES NOT REQUIRE STRONG 
AND CONTINUOUS SUPERVI- 
SION 
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DEVELOPING A FITNESS REPORTING SYSTEM 


Io Statement of the Problem 

One company with one manager who has a dozen subordinates needs no 
formal merit rating system to assist him in his personnel decisions* 
Somewhere between this situation and one where hundreds of supervisors are 
reporting on thousands of subordinates, the need for a formal system of 
merit rating becomes obvious if management is to have the information 
necessary for its personnel actions* 

The need for a system gets general agreement* Confusion and contro- 
versy, however, surround the issues of purpose to be served, method to be 
used, and especially content of a report* Because of the controversial 
nature of reporting systems, it is often difficult to achieve sufficient 
stability for any kind of system to work* It is the general purpose of 
this paper to provide a framework for developing and maintaining a fitness 
reporting system (as CIA’s merit rating system is called)* If management 
sanction of this framework can be achieved, a significant step will have 
been taken toward achieving the stability needed to make CIA’s system 
workable* 

Reasons for the controversial nature of fitness reporting are many* 
Fitness reports do (or are thought to) affect the employee financially and 
emotionally by influencing promotions, assignments, and subsidized train- 
ing* Methods of reporting an individual’s performance or worth, reflect- 
ing human judgment, are far from infallible* Thus, there is always room 
for Criticism and debate* This debate is usually couched in terms of the 
wide gap between practice and perfection in personnel actions rather than 
realistically in terms of the degree to which personnel actions are 
improved by a reporting system* 

Raters’ persistence in being generous in their evaluations, in desiring 
to report in meaningless stereotypes and generality, in being influenced 
in varying degrees by likes, dislikes, their convictions about the worth 
of certain traits, or behavior for certain purposes contribute to the 
fallibility of reporting* The real difficulties in observing job per- 
formance under conditions which make comparisons among individuals really 
feasible adds still another source of falli bility* 

One approach to the problem of improving fitness reporting has empha- 
sized training of supervisors; another the devising of special methods of 
reporting that attempt to minimize differences between raters because of 
likes, dislikes and other factors mentioned above* Without minimizing the 
need for these approaches to the problem, there is a third which has not 
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been adequately mqp&erodo This is t© clarify purposes for «hieh fitness 



system and 
lc 


t5®r& 


©f a dual 


One® the purpos® ©f a fitness reporting system has been defined specific 



rather 
w th: 


&d ca rry @^st a 
.a any standard 
%d,ll premst© t! 


list 


eontent is 
ny kindo 3 
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necessary? There is one that 
jlMine for each subordinate ^ 


adse— having the 
performance is a 
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standard cheek list 


elements ©g traits in any g@p@gt ussed 
! ;.-©p©gt form msigely g®£l©ets th© pg@= 


Th<3 Qss@nt2.al ©©agaiaMcatiQn i© d&t;®wagd e ==£g©3i th© snp®gi?l0©g 
• t® th© sntagdinateo H@kt ©Iso is th© snbagdlnat© t@ kra@w tsh@g©in 
h© shewaM lapm? Th© ms t 0 if not only,, ©ffo@ti^© medium f@g 
@@imieati@n of this MM is th© ist©gyi©Wo In an ®n=g@irw systs© 
©n® ^nt®g%d,©i7 at th© feajE© @f e@mpl©tiag th© Fitness B@p@gt is 
pg@feafe3y suffieianto Bmiag this interM mj D not @ra3y ©an past 
&Dr£©n mm® fe® dis©®ssed 0 feat Job ©lemsnt© can fe© g©<=de£iiasd in 
toras of th® nsssfc mating psa&od and speoifi© g§®X© @g g©@d to fey 
iblsi© wa© IPFki<a©o SMss# fcfe© ©&& p^©^idQ efea^god 

g@als in tones @f th© j©fe gscpigomssats as mil as in torn© ®f th© 
©ageen plana @f th© iMIMdualo F@g a n©K? sdtegdinatQr, an initial 
integmee? is g@qp£g©d t® lot him knew that is ©spsetsd ®f Ma 
•beteoea th© initial iat©gM®e and th© tim© his Fitness Bepsrfe is 


©&h®g int©gni®3© my @©<^si@ngilly fe© g©s$aig©dl festraeen Fitness 
spar&So ©a© ©uish @e@a®i®n is Men job psgfogmm©© is g@ p®@g that 
t©smmti@n is a likely possibility^ H@g© a tjagning integMew is 
eleagly needed 0 


raee<a fexs eamawicatien d jstamgd load® t© th© e@neXu?si@n 
that th© entire g©p@gt sheuld fe© stem t@ th© snfe®gdinat©~c«pl©t© 
m.^h j@b Qlsmants land sufragMser 5 © ©@M©nts D th© Xattsg haying 
segvad as propagation f@g the- int©g*&©Kr 0 

^ nse<a th© e@uns©ling. system f@g ecaaannicati®n 

upsmgd* xhog© apps&g© n@n@ p s@ fag as achieving th© ©@®is©ling 
^gp®s© is e©ne©gmdo A management piagpese may b© achieved by a 
iJ.ma.ted umremt upaagd ®f the goe@Ms pg@d«®d uM®g this 0yst©m o 
A suparuisog gs ehiof Mil gain e®nsid©gabl© insight int® m©th@d© 
th© sup®gvis@g wg©s i n managing his p©@pl© and int© th© understand- 
ing h© displays ©2 jobs uM©g his eontgalo 


Joining V&o mush of a mmzmmtnt objective Mth th© C ®tos© 1» 
ihg system my not intgedae© inempitifel© ©lomontso Bending g©@@gds 
® p *h® has dofinit© dang©gs 0 Th© g©p®gts Mil b© 

iL 2? S]p ®i fi f ixiv@lr - l hg spaeific sttb@gdinat©3 m& apaeifie 

s«p©gMe©gs that Bdmnt®gpg®tati®a can easily b© mad® fey indiyidmals 
t@® fag gernsved 2mm the immediate ©itmti®no M®g©®y©g„ th® f ac t 

S? TTT?t tend to g©dnae© Mllingness @n 

th© past of fe@th «&&$&£ S? m& S^@©Steat 0 t® b® ®®gpl©t©ly 


Approved For Release 2001/07/28 : CIA-RDP78-03578A000700040008-4 





-03578A000 



0008-4 


with ©n® another® Because ©f th© importance of improving super~ 
visions, some risk in limited communication upward is probably 
justified® 


3® Records Required 

On© might think there would b® no reporting £@ 2 ® required by a 
counseling system® The supervisor knows idsat h® is m ± ting ©n the 
form® Why p therefore^ have a reporting form? Prom th© ©©nnsollng 
P©int ©f view th® form servss t hr©© purposes® It pr@id.4ei! a cheek 
list of step© In the procedure and a record of whether the©© steps 
were followed® Ik provides for fiat® 3 ® reference a record of job 
elements agreed t@ by a supervisor and a specified subordinate® 

It provides a space for th© supervisor 0 © analysis which serves as 
a basis f®r th® intorviewo 

This record is purely qualitative® There can b® n© score dep- 
rived from the information on this kind of form® With different 
and highly specific job element© 0 there will b© n® possibility ©f 
comparing report© of different individuals® M® effort D therefor © D 
should be mad® to ©cor® ©r t© combine the reports® 



To overcome two fears ©n th® part of supervisors will require 
a real training effort © The first I© his notion that th© job 
elements are difficult for Mm to define® A demonstration worked 
out before a group usually allays this fear® Th® second fear c 
whether or not consciously ss^pressedlj, concerns th® interview., Many 
supervisors till doubt their ability to handle th® situation 
properly® The more training that caa fee given in this respect the 
better 0 but it Is surprising hew little will suffice® Th® pr®= 
eedure as outlined serves as a real preparation for the interview® 
Th© supervisor knows what points he wants to make® He ha® thought 
them through in terms of the job elements and (prior t® the inter- 
view) has ©expressed his point© in writing on the report form Itself® 
This Interview is th® crucial step In th® system® Supervisor® 
generally will undoubtedly handle it better if there Is n® ©mlua° 
tion attempted In relation t@ th® system® Any ©valuation effort 
changes th© attitude of both th® supervisor and the subordinate and 
makes th© interview more difficult® Th© atmosphere of th© inter- 
vi©w tends t© become on© of attack and defense rather than on® of 
mutual respect and confidence® These considerations represent 
a powerful argument for keeping the counseling aspect separate 
from the ©valuation aspect of a fitness reporting system® 



Approved For Release 2001/07/28 : CIA-RDP78-03578A000700040008-4 


h Approved For.Rele^p)O1/O74^Ip|=i&p78-O3578AOOOZfl0^lOOO8-4 





5° BoMoies Ond©,r the OoranQQMnf? Srstsaa 

Policies rand©p this system sh@rald fe© o£m ®4 at ©resting ©©ad- 
ditions ®£ tiftsfe between th© srap©r\ 7 is®n @M his subordinates* 

It eh@raM bo ©lea? t® all that th® effort is directed at helping 
th© srab©rdin&t© t® d© a better job* It shorald fee spelled ©rat whore 
tte record is t® fe© toptj, t&at it is t@ fe© rased £©r 0 and why it 
cannot b© rased £@p ©valraatira© prarposes© 

Bo fh® Management SsFStQm 

Tk® prarpos© ®£ a management system is t© provide the information 
needed £®r $wm&Lm pers©nn®l actions © How this is d@a© will inflraonc© 
M®?al © 0 feat th© prarpos© ®£ th© system is not t® directly affect m©mX© 
feat t© prosid© iafcrmationo The system d@©s not aim at improving th© 
sraperwis©:?®© relationship. with his orafe©rding.t©o T© repeat *, its prarpss© 
is t® assist higher echelons ia mafci ng better personasl decisions© 

lo Content Under a Eanasement gy^jtem 

f©* 5 a msrit rating system t© c@ntribra.te effectively t© actions 
reqraires that it provide m@p© in£®pffli,ti@n relevant t® decisiens 
management mrast mak@ 0 Th© e®ntoit @£ this system is information 
aberat employee©;, n©t a presto© t® help orapepvis©ps think* Bfet 
©aly is it information;, brat it i© information ©spressed in a manner 
which makes caparisons possible among individuals* Efenageaemt is 
Interested ia general Job competence and not ia the details of 
sapervision* Management is also interested in p©tential~h@w far 
th© Individual ©an progress ia the chain of command* Jrast what 
information management will find useful will depend ©a the hind ®£ 
decisions it wants t® mako at ©chelons higher than th® immediate 
■ srapervisor* &mm> of th© following will a® dorafet fe© included in 

aaaagoEsnt systems promotion,, selection for career development;, 
termination;, transfer ®r rotation;, selection for certain typ©s @f 
SKpensiv© training c 

A E®nsg@&i®nt system report ssrastj, therefore g contain ©rapsrvi®@r 9 ® 
<i 5alra© Jradgnents ©n th© d®gre© ©f J@fe e®jnpeteni8® 0 p©t©ntial s and 
©ther Hatters related t® th® d®eisi®n@ aaaagesieat wants t@ Eah® 0 
Standard cheek lists and ratings are re^rairedg for in ®rd@r t© 
compare indi'd,draals p th© same Mad of information sarast fe© ©btaiaed 
&b@rat everyone © 


H@w can th© eontent ®f the rating form be determined? The most 
direct tsiy is t© ask management people what it rasas fitness reports 
£®r @nd the decisions t© which it w®raM like them t© eentribrateo A 



Approved For Release 2001/07/28 : CIA-RDP78-03578A000700040008-4 



study to ©btain this in£©pmati@n is n©®d@d as ©m @t th® initial 
steps in developing this kind ©f systomo 


2 0 C©mmunicati©n Und©p the Man.agc3ro.amt Srotoa 

Th© ©sseniial e<§mmnn±eat±©a is upward^fpom tho supspvisop t© 
high©? management aeh©X@n®o Th© msdiu® ©f e©rosnmieati@n mast b© © 
wpitten p©p@pt sine© decisions ap@ mt necessarily taken at th© 
tiara th© pep©rt is c<8SEpX@t©dc Furthapmop©*, all decisions d@ n©t 
Involve th© same psopl©;, making it impractical t© ©©aBamnieat© up= 
ward by any ©ral t©6kni<fa©o 


Gcmssmle&iing value judgments upward requires n© interview with 
th© suterdin&t®© H@p d@es it r'eqplp© showing the report ®p dls= 
cussing it with hlm 0 In fa©t 0 d@lng either @S th®s© thing® will 
tend t© rsdue® th© v&lu© ©i th© report t© managements E©p@rts that 
©p© shown @p diseased t©ad to bs m@p® XessLentp less objective 
appraisals© In many instances,, showing ©p discussing a wins 
judjpsmfe with a subordinates reduces his job efficiency and m®ral©o 
ttfhat point is ther© In paricdically telling a parson ©£ long and 
loyal service that h® is just a pun^£“th©==a&ll @mpl©y 3 © 0 that h® 
has n® potential £®r further advmcsiment© Gontrast this with th© 
e@uns®llng syst©a^wh®r@ strengths and weakmessss ©an fes discussed 
feotw©®n sup©rvis©p ©ad subordinate in an atmosphere free fpcsa th® 
necessity ©£ bringing up points th© iaMvidusl ©an d® nothing about© 


less frequently mentioned is th© point that it may b© (as pnliy 
bad t© in£®rm s©m® p©@pl© that they ap© ©©nsidered ®£ special 
promise© Loss ®f motivation ©ad decrease in performance can result© 


fh® attitude th© supervisor need© in completing a management 
report is a <g©@l objectivity in Ms appraisal ©£ job performance \ 
and capabilities ©f his subordinates 0 not ®n© ®£ helping ©p pp@=> 
mating hi© career in any way© It is managements task t© d© this 
when it g©ts all th© information available o 


3o 


B® e@rds Under 


a 


Management System 


Shis system demands a record© It further demands that rec@rds 
b® kept in such a way that successive p©p®pfe@ ©n th© mm® laMvldual 
can b© combined© Tw© things are necessary t® achl©v© this© Th© 
reports must b© sc©r@d 0 ioeop th®y must l©nd themselves t© quanti=> 
tatlv© treatment© Th®y asst b® scored in a manner that penmits 
snec©8si'®© pspopts t® b© ©©a^apQda ©wa tteas^i ©hang©s ap© mad© 
in th© p©p@pt ®@nt©nto M@st isapsptantlyj, th®y maist fe© se®p©d in 
©pd©p that siaccessi^f© p©p®ptg ©an b® awspagsd© Dsspit® hapd 
©££©pt 0 m system ®£ p®p@pting has b©©a dsMsod t® pedwe© th© 
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J'^Sgnsn.i ©f om another which ®w@ra approach©® 

®£ awwpBgt-aj ;SKigss®nis @f 3 ®v®r@2 ©bgemsirso a® 
©siLy© FQ]p@r^s si - ‘id© fey ©^MFy5lQ(o)Tr^ 

rywnfcs Oi BBt important techniqps £@r lapsing a mxmsomm, 

««, R «m rand* to asfc£®asi «*» i, 

d ® “»8»nS. «**«• fflhaaM 


4 o TgaJMg^ fedgr a Maa&geE onfc %staa 


™J! !f? p*® n ® ed , t@ *» di**cted at creating in the smpsr- 

An ©b.JeetiTO and impersonal appraisal 
of Ms subordinates 0 Whstl© th@s© rated will kmw th® system gcrfiatn 
kj*® e@nftd©n@© in th® way’ management mm it p training 
n@©d not to® directed at t fan. In fact. @th®r than ©peati L» 
«a@ right attitude toward r©p@riing D probably the less said ateut^a 
management ®^t©m the tetter it £3* 

,, ;>n .®f ? r /« @f training In a management gystsm is n®nag«t 

tatlonr b ® ^©eted t® clarification ®f limi- 

tations and advantages @f the report f@r different and specified 
purposes*, As a fagua&a fv«» „Prtff® G 


relationship ©f in£®nn&ii©n f amished 

3i^rs©nn®l teehn&pss and informntion such as tests 9 ®m®sl®ne® and 

2 T is r 8 , 8 to 5 * ® 8oew ^ «* eoowy^ to iSri. 

fac^p th® background and contest permitting sound me @f the system 
east b© d®wl@Bid and ^ aQ Sfs^Qm 


Jh© atln purpose ©f polls!®® under © mmmg@m®nt system is to 
<m*« ^nfid®ne© that personnel actions ar© taken after c©n° 

®x &1X th© feet© gnil n@fc ®n th© Imgi© ®f © siasd© 

**?“£ pw ® ocaal aeti@ns ar© IneMtafel®., § If they 
2>ff ff ® m?®Svl consideration of all the J 

' ' " /“* «®si<S«»tiaa af th® liMtations of any singl® 

8p ®ogop £itn®ss report? n willingness ©n th® ‘ J 




HI© Becanitnlatioiin 


This aniOysis ©tr©agly p©ints t© th© n@©d for hmtas m©r Q than am, 
f@ro A SSSfon^hZid® S 2°f I J i£ i S!Smy sS^r®p®rts ar® ®®d 
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These tecs® systems e@ntoln ineempatibls elements 0 Under a management 
system^ teh© purpose is te® pr®ii©te@ @ff©@tiv® parsons©! aeteiong teh© supervisor 
must regard Ms subordinate© ©bjGoteively sM report in g©n©ral and standard 
terms $ teh© rep©rte must lend itself te® quantitative treatment and studies @f 
reliability and validity £©r spseifis purp©s©o§ m inteervi ©w b©te«©©n sup©r=> 
v±s@r and subordinate is required^ nor should the rep@rt fe® shown te® teh® 
sufc©ndIna,t©o In fa@te 0 d©ing ©itehar ®f these things will tend te® defeat teh© 
purpose @£ teh© system© 


In @@ntraste p a @©unseling system has teh© purpose ®£ getting a sup®r~ 
visor te® d© somsthing which ivilX improve Ms effectiveness la dealing with 
a subordinate© fh® super- vis©? regards teh® subordinate© in tees®© @f his ©cm 
jprticuXisr strengths and weatasiQooo with m ref ©reraeo te© anyone ®ls® 0 Th© 
supervisor is n@te rep©rteing in go nasal e@ap©titlv© ©r ©@mparativ© terms c 
but in tern® that are highly opaeifle te@ teh© subordinates ©ltuati@n 0 i 0 s 0p 
h© may discuss and report weaknesses @f very strong employees and vice versa 
with n© implication concerning th® degree ©f valve h© pl&ess upon either as 
an employee© Th® report under such a system is «alit&tive==4te eaanote b© 
seorodg nor d@ss it lend itself te® th® usual kind @£ studies @f reliability 
and validity© An interview io mandatory^ it is tehQ om ®f the system© 

The report in its entirety must be shown t® th® subordinate© Both systems 
®f reporting need acceptance ©n th® part ©f ©mplcyess generally t® be truly 
©f fee tire© Both systems nsed stability in policy t© ®p®rat© well© To 
promote® stability and implement systems ®£ reporting adapted t® differing 
purposes 0 it is necessary that there b© acceptance @£ th© philosophy 
©stressed herein© It is also ©esssnteial t® conduct a s©ri®s ®f studies t© 
further clarify purposes and develop more . of f ©eteiv© procedure® f@r ©ache. 
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